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Introduction
National studies of how college teaching is evaluated demonstrate a dramatic increase in the use of faculty colleagues as raters of classroom instruction. Academic deans and department chairs who were surveyed report that use of ratings based on classroom visitations by colleagues or trained consultants are gaining popularity as sources of information on teaching effectiveness for teaching improvement and for promotion and tenure decisions (Centra, 1980; Seldin, 1980 Seldin, , 1984 .
By comparison, systematic student ratings of instruction have been and still are more readily accepted and endorsed by faculty. In a recent study, 67% of private and 72% of public institutions surveyed always use student evaluations as a source of information for evaluating teaching performance (Seldin, 1984) . At the same time, the study found that 17% of private and 34 % of public institutions now regularly use classroom visits, and Seldin highlighted their increasing importance as tools in the assessment of classroom teaching performance.
It seems appropriate that faculty members are questioning the past practice of leaving the formal and systematic evaluation of teaching almost exclusively to students. Not only are there real limitations to student ratings but there are also elements of classroom teaching which colleagues are in a better position to assess. A colleague's observation of aspects such as the appropriateness of teaching methods and materials, the amount of material covered, the currency of course material being presented, and the importance of material taught both within the field and for its value to related fields could offer a more adequate appraisal of teaching effectiveness than could students' perceptions. Such observations have the potential to contribute to a more complete assessment of classroom instruction and deserve consideration in teaching improvement and evaluation processes.
Although faculty are interested in considering a greater variety of evidence about the quality of their teaching, they are usually untrained in formal evaluation procedures. The staff of instructional development centers is one source they can draw upon for professional advice. Instructional developers can play a useful role in assisting departments to plan and implement workable systems for assessing their faculty colleagues contributions to instruction. This paper is focused exclusively on the responsibilities colleagues can take in evaluating classroom instruction. The literature on colleague evaluation of teaching is reviewed, the issues developers need to be aware of when consulting with faculty on colleague visitation programs are discussed, and practical guidelines for instituting such programs are suggested. 1978) . There is a consensus of opinion among writers that classroom observation by colleagues can be a means for improving teaching. They urge that experimentation and development continue in order to explore the full potential of programs which feature visits by faculty observers to classrooms of instructors who are interested in improving their teaching.
Although the literature on colleague assessment of classroom instruction offers abundant opinions and some research, there is a need for further development of visitation programs that can help both colleagues and their departments to capitalize upon the unique insights and contributions which the peer observer can offer to the evaluation process. Seldin (1984) suggests that peers are best able to judge their colleagues' classroom teaching in the following areas: subject matter knowledge, course structure and goals, instructor-student rapport, and instructor teaching behaviors. Already, both students and instructional development consultants can and do make useful evaluative comments in various of these domains. When students rate teaching skills they are capable of judging, such as instructor rapport and ability to stimulate interest in the course, they can provide useful appraisals of the course and instructor. Instructional developers offer yet another viewpoint on instruction since they are trained to observe a broad range of teacher and student skills and behaviors as well as overall classroom environment.
However, it is decidedly more difficult for students and outside observers to examine the domain of subject matter knowledge with the confidence and credibility of the peer observer. Put simply, a colleague from one's own or a related department is in the most advantageous position to observe and evaluate aspects of the instructor's mastery and selection of course content as well as the classroom teaching effectiveness, and one that can be best critiqued by colleagues (Centra, 1980; Seldin, 1980 Seldin, , 1984 . Colleague visitation programs now need to identify and detail the range of skills and behaviors related to this domain and to encourage their careful assessment by the colleague observer. The evaluation system described in this paper takes into account the special vantage point of the peer observer and highlights the areas colleagues are in an especially favorable position to assess, including the domain of content knowledge. It offers a classroom visitation procedure which successfully combines a rating form and a guide for taking detailed classroom observation notes. The rating form provides items directly related to subject matter knowledge as well as other important teaching skills and behaviors. The classroom observation notes allow the colleague observer to elucidate his or her ratings in critical teaching domains. The combination of ratings and notes offers a more comprehensive structure for use by faculty and departments which plan to institute or improve colleague visitation programs.
A review of the literature on evaluation of classroom teaching by colleagues Ratings based on classroom visitations by colleagues play an increasing role in promotion and tenure decisions. currency or importance of that content within the discipline. Judgments about issues such as exhibited knowledge of the content, and presentation of the origin of ideas and concepts, current developments in the field, and the appropriate depth and breadth of material cannot be judged adequately by observers with limited or no content expertise. It is these tough but important criteria that classroom visitation programs need to address.
The literature on colleague evaluation of classroom teaching already recognizes content knowledge as a critical aspect of makes it clear that the role of faculty colleagues as evaluators of classroom instruction, although gaining in popularity, has not been adequately defined or systematically studied. It is also evident that the policies and practices colleagues use to evaluate teaching for either improvement of instruction or personnel decisions need to be more explicit and systematic. Visitation programs which provide practical advice on the areas of classroom teaching that colleagues are particularly well suited to assess can assist faculty and their departments to maximize not only the fairness but also the usefulness of classroom observations by colleagues.
Considerations When Developing Colleague Visitation Programs
The instructional developer should consider several issues when advising departments interested in developing a system of evaluation by colleagues. First, the department needs to define the purpose of the colleague visitation program. It will have to decide whether information from classroom observations should be used for teaching development, for promotion, tenure, and salary decisions, or both. Each department needs to work out its own specific goals, standards, and procedures for such a program if it is to be generally acceptable to the faculty and provide reliable results.
Second, a department should recognize that using evaluations by colleagues in tenure and promotion decisions could affect the collegiality which is essential within a department. A mandatory or formal system, no matter how fair, may undermine relationships among faculty. Institutions report greater faculty support for evaluation by colleagues when it is voluntary, used primarily to improve teaching, and the individual faculty member has the option to include data in a promotion and tenure file.
Third, developing the materials and implementing the policies necessary to any departmental program which evaluates teaching by drawing on the observations of colleagues in the classroom places a further demand on the service time of faculty members. The assistance of a developer could help to minimize the investment of faculty time. Program designs which assess colleagues every three years, only evaluate colleagues preparing for tenure or promotion review, limit observations to only one course per year, or call on the developer to serve as a trained observer could help to alleviate demands on faculty schedules. In any event, the time and amount of effort invested by faculty members to develop and implement a system would have to be recognized by the department and the institution as a worthwhile investment.
Fourth, a program seeking to evaluate the teaching of faculty members requires materials which will yield systematic and comparable data about the performance of the instructor in the classroom.
It is important to have a set of explicit criteria by which colleagues make their evaluations. The criteria help to guide the classroom observation and to summarize impressions developed over numerous observations. A set of standard criteria should yield data which is sufficiently similar in form to allow departments or the instructor himself to find a pattern in the observations that identifies a faculty member's particular strengths and weaknesses in the classroom. Also, if a number of items are common to evaluations completed by students and those used by faculty observers, then some useful comparisons can be drawn between the ratings by students and colleagues. Sixth, a department will have to decide on the number of faculty observers and the number of observed sessions which a fair and accurate appraisal of teaching requires. The number of colleagues selected to make independent observations needs to be sufficient to ensure an unbiased and balanced assessment, particularly if the evaluations are used for personnel decisions. The problem with the informal and unsystematic way in which colleagues and administrators often evaluate classroom teaching is that the number of raters is usually small and the amount of instruction given to raters to assure that they are evaluating the same things is usually minimal. Reliability can be increased by asking several colleagues to independently visit a classroom several times. The success of programs at some institutions suggests that two or more separate visits by at least three colleagues would provide representative information on teaching performance for promotion and tenure decisions. An alternative method would be to have one or more colleagues observe an entire course, or one complete segment of it.
Seventh, evaluation by colleagues must be considered as only one component in a system designed for the improvement and evaluation of teaching. A comprehensive assessment of a faculty member's teaching contribution would include observation of students, faculty peers or a teaching consultant, department chairman, and the instructor's selfassessment.
Guidelines for Developing a Colleague Visitation Program
The following procedures for developing a colleague visitation program are drawn from successful programs at Indiana and other colleges and universities. Classroom observation models (University of Massachusetts, 1977; Flanigan, 1978) emphasize a threestep consultation process which includes a pre-observation conference, classroom observation, and a post-observation conference. These guidelines are useful not only to the developer who is assisting departments in designing such programs, but also for the developer who may serve as a trained observer of faculty members' teaching effectiveness.
Pre-Observation Conference
In the pre-observation session, the colleague observer obtains information from the teacher concerning his or her class goals, students, and particular teaching style. An interview schedule provides a brief, structured way of obtaining such information and includes the following questions:
1 Details such as the date for the classroom observation, use of particular observation form or method, and seating arrangements for the colleague observer should also be decided by mutual agreement at this session.
Classroom Observation
During a classroom observation, the colleague observer is in the position to collect information on the instructor's knowledge and organization of the content, use of teaching skills, methods and materials, and interaction with students. Some guidelines for classroom observations are presented in Figure 2 .
Faculty and students have identified Closure -Does the instructor summarize and integrate major points of the lecture or discussion at the end of class? Does he relate the lecture to upcoming classes or topics? Do students start talking or close notebooks before class ends? Is the homework assignment appropriate to the stated class goals and the course level? What happens after class? Are homework or reading assignments announced hurriedly? Are there informal discussions among students or between the instructor and students after class?
